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Abstract
It is a fact thathardly a day goes by without some news or report of a new discovery, a new invention, advancement in products 
and services, or a breakthrough achievement. While this unprecedented progress is creating new opportunities for people across 
the world, it is also creating new complications for many of the existing social, cultural, environmental, governmental, industrial, 
commercial, and other types of systems that are vital to support our very existence.This paper focuses particularly on a specific 
type of human factor that has a universal and persistent footprint on every aspect of transformation and delivery of complex 
software systems. Namely, our ability to influence and change human minds and adjust or compromise individual goals and 
objectives in order to accomplish shared values. The human mind and mind-set play a critical role in how people involved in 
transforming complex software systems and people impacted by transformed IT ecosystems work together to accomplish goals 
and objectives. Meeting of minds and merging of mind-sets is a mission-critical factor that deserves a deeper dive to understand 
the significant parameters and forces that drive people towards acknowledging and accomplishing shared values.
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1. Background
Our collective dependency on having access to right information at the right time is increasing exponentially. The 
availability or unavailability of information influences our every decision and action. In response, information 
systems are evolving in seemingly unpredictable ways into more complex systems, i.e. information technology (IT) 
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ecosystems. This is evident in the growing need to change our focus from transforming individual information 
systems to transforming entire IT ecosystems.
There is no doubt that the human capacity for fulfilling this task is under stress. A new mix of knowledge, skills, 
competency, and experience is essential for solving the problems that emerge in such transformations. At the same 
time the task of delivering transformed information systems and IT ecosystems has never been more complicated. 
Therefore, adequate human capacity is an even bigger decisive factor in successful delivery of complex software 
systems such as large IT ecosystems.
The paper discusses and explores a different approach to improve the human capacity for driving individuals and 
groups towards finding and implementing shared values and accomplishing collective success, which is critical for 
successful transformation and delivery of complex software systems.
Nomenclature
Mind: that part of a person that thinks reasons, feels, and remembers [¹]
Mind-set: a particular way of thinking: a person’s attitude or set of opinions about something [¹]
2. Minds and mind-sets, a mission critical human factor
The transformation and delivery of complex software systems and IT ecosystems has many variables and 
dependencies that create significant challenges for achieving success. A wide range of factors including technical, 
financial, human, and other domains play a significant role in amplifying these challenges. However, overcoming 
these challenges is an imperative for success and requires competent and timely management of variables and 
dependencies.
The human mind and mind-set is responsible for everything we do. Whereas a mind represents an individual’s 
capability to think, a mind-set determines how individuals deploy and utilize their mental faculties to think, decide, 
solve problems, and take actions. Human factors like the human mind and mind-sets are significant as they are 
responsible for creating and overcoming many of the challenges that emerge during transformation and delivery of 
complex software systems.
The fundamental basis for most if not all human factors is the diversity of individual minds and mind-sets. This 
diversity is both an asset and a liability for success, an asset because diversity increases the probability of 
uncovering problems and finding solutions and a liability because maintaining collective focus on achieving success 
requires a special, dedicated, and considerable effort.Successful transformation and delivery of complex software 
systems depends on the presence of a certain state of mind and certain types of mind-sets that builds upon the 
advantages of diversity while establishing and maintaining a consistent focus on accomplishing shared values 
critical forcollective success.
The definition of collective success is important for engaging and changing diverse minds and mind-sets. Even 
marginal changes in minds and incremental improvement in mind-sets have a significant impact on eventual 
success.The need to change minds and mind-sets becomes significant when deciding the parameters of collective 
success. The ability to compromise individual goals and objectives in the interest of achieving greater good is one 
ofthe mission-critical human factors for achieving successful transformation and delivery of complex software 
systems.
Fig.1. Quote by George Bernard Shaw. [2]
“Progress is impossible without change, 
and those who cannot change their minds 
cannot change anything”  
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The notion of human factor contains a specific definition of the states of minds and types of mind-sets whose 
presence (existence) or absence (non-existence) is either essential or detrimental to achieving collective success. For 
example, knowledge about the absence of an essential mind-set or presence of a detrimental type of mind can prove 
significant in achieving success.
Therefore, meeting of minds is essentially a discovery process that establishes knowledge and awareness of
existence or non-existence of particular states of minds; whereas, merging of mind-sets is an alignment process that 
identifies and aligns diverse mind-sets towards achieving collective success. This combination of discovery and 
alignment process is instrumental in effectively managing the human factors.
When transforming and delivering complex software systems aka IT ecosystems,a few types of mind-sets and 
states of minds have the most significant impact. For example, two particular states of mind – open mind and closed 
mind have the biggest impact in determining the priority of defining and accomplishing collective success. 
Individuals with an open state of mind are likely to think and reason different points of view and consider collective 
success as a priority. A closed state of mind is less inclined to engage in reasoning and more inclined to disregard 
any reasoning originatingfrom external sources. A closed state of mind makes humans neither keen nor motivated 
by collective success. Discovering the presence or absence of these two states of minds is the first step in dealing 
with human factors and preparing to drive a meeting of minds.
The good news is that open and closed states of mind are also transitionary states, meaning humans can and do 
transition their minds between these two states. These transitions may occur with deliberate self-effort, or could be 
an outcome of activities. Sometimes these transitions, particularly transitioning from a closed state of mind to an
open state of mind, needs specific external stimulus from activities such as establishing a focus on shared values and 
assigning higher priority for accomplishing collective success. The processes that drive a meeting of minds are 
invaluable in establishing and maintaining an open state of mind both in individual and collective terms.
Fig.2. Discovering the types and significance of minds and mind-sets.
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Coupled with the two states of mind are five specific types of mind-sets that also have a significant impact on 
how complex software systems evolve towards their final implementations. Each of these diverse mind-sets makes
important and unique contributions towards successful transformation and delivery:
x Analytical mind-set–determines the human capability and capacity to analyze big, difficult, complex, and 
persistent problems. We cannot begin to solve problems until and unless we have a proper analysis. In the realm 
of complex software systems, analysis extends well beyond the scope of conventional business and systems 
analysis. Analyzing risks and values is just as important and perhaps even more relevant
x Collaborative mind-set –is an imperative to ensure that important decisions do not occur on unilateral terms. 
Decision makers need to cultivate a collaborative mind-set and maintain elevated levels of decision awareness
x Creative mind-set – creates a focus on finding new and non-redundant (unique) solutions to differentiate the 
transformed software systems. Transformation of complex software systems is difficult to achieve through 
implementation of proven solutions alone. There needs to be an element of creative thinking and innovation 
involved in finding new solutions
x Scientific mind-set –guides defining and measuring success in quantifiable terms. This is especially difficult for 
complex software systems as the value realization timelines are generally long and uncertain. A methodical 
approach provides a consistent basis on which to compare and contrast previous, current, and future success
x Logical mind-set–is instrumental in maintaining the logical integrity of software systems. Since a software 
system is also a logical system, logical thinkingis the foundation on which system implementations 
occur.Everyaspect of transformation and delivery of complex software systems depends on the presence of this 
mind-set
Each of these mind-sets can and do achieve successful implementation in their own realms, but this does not 
necessarily translate into cohesive outcomes and collective success. Unlike meeting of minds, merging of mind-sets 
does not change any particular mind-set; instead, it aligns different mind-sets towards accomplishing a particular set 
of pre-defined outcomes. The process of merging mind-sets provides the necessary environment and direction for 
establishinga unified focus across mind-sets.
2.1. Meeting of minds – requires opening of closed minds and nurturing of open minds
Successful transformation and delivery of complex software systems is directly proportional to the ratio of open 
and closed minds involved. There may be several different approaches forfacilitating a meeting of minds; however, 
what ultimately drives a meeting of minds is an understanding of the definition of success and the probability of 
actually accomplishing it. The transition from a closed state of mind to an open state of mind may begin by 
emphasizing that the path for successful delivery of complex software systems is not unilateral and involves 
decisions and success of other individuals and groups.
Theoretically, every outcome including success has a value proposition associated with it. In some instances, 
success may have a short-term value proposition associated with it and in other instances; success may depend 
on,realizing longer-term values. Generally, short-term value propositionhas greater appeal rather than collectively 
realizing shared values over a longer period.
The meeting of minds process requires an approach capable of establishing clear and precise definition of success 
(e.g. collective success) and values (e.g. shared values) in order to stimulate a transition to an open state of mind. 
This process can be a more effective process by recognizing and leveraging the open state of mind as a means for 
improving critical and important decisions. Nurturing the open state of mind by aligning greater responsibilities for 
achieving success becomes a motivating factor for the closed state of mind to consider a transition.The task of 
defining collective success and shared values is an ideal opportunity for open minds to contribute and for closed 
minds to understand the criteria for accomplishing success and realizing value.
The transition of closed minds and retaining of open minds differentiates an effective meeting of minds process 
from other ineffective processes. This implies that an effective process is also ongoing and does not stop until 
transformation and delivery of complex software system is actually accomplished.
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2.2. Merging of mind-sets  – requires shepherding of diverse mind-sets
Transformation and delivery of complex software systems requires a mix of different mind-sets to focus on 
accomplishing a common set of goals and objectives. A collective mind-set emerges from the amalgamation of 
diverse mind-sets and setting appropriate expectations at the very beginning is the key to this amalgamation process.
The collective mind-set should be capable of analyzing problems, be logical in decisions, be creative in finding 
solutions to tough and unique problems, be scientific in implementation, and be collaborative in sharing and 
applying knowledge. To accomplish the establishment of such a collective mind-set, individual mind-sets need 
steering towards accomplishing the shared values. The real test for a collective mind-set comes after the fulfillment 
of shared values and it is time to decide if further improvements in the complex software systems actually add value. 
Collective mind-sets need shepherding not only to achieve the shared values but also to stop improvements, 
development, and implementations when the value proposition (e.g. return on investment) becomes weaker.
A combined approach for driving a meeting of minds and merging of mind-sets provides us the best opportunity 
for managing the basic human factors and increases the human capacity to overcome some of the most difficult 
challenges of transforming and delivering complex software systems.
3. “Near Zero” – a combined, exploratory approach for driving meeting of minds and merging of mind-sets
Near Zero is a conceptual, combined approach that facilitates an amalgamation of minds and creation of 
collective mind-sets. The approach sets some ground rules on how to start the process as well as how to manage the 
process once it is in motion. Although conceptual, the approach is simple and customizable to accommodate and 
support different types of complex software systems.
Fig.3. Primary concepts of Near Zero approach.
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There are two main concepts that define the Near Zero approach:
x Notion of a pure state for every complex software system with an assertion that this pure state with zero 
unfulfilled criteria is theoretical and not practical
x Notion of an established shared value threshold, which is a dynamic set of parameters that outline shared values 
and collective success on a case-by-case basis
These two concepts form a foundation upon which collective success and a process for driving a meeting of 
minds and merging of mind-sets becomes feasible.
3.1. Ground rule of “Near Zero” – pure state of a complex software system is unattainable and unsustainable
Being pragmatic about success is the first step in driving a meeting of minds. Every complex software system can 
exist in a pure state where it fulfills all applicable requirements and operational criteria. Near Zero asserts and 
reinforces the fact that this pure state (aka “Zero state” as there are zero unfulfilled requirements and operational 
criteria) is theoretical and practically unattainable. Even in the rare case where attainment of pure state occurs, it is 
not sustainable. Hence, focusing on achieving the pure state is not conducive for defining collective success.
Near Zero recommends a different approach for defining collective success. The basis of this approach is the 
notion of shared value and shared value threshold. Shared values represent a collective understanding and 
acceptance of specific parameters as a representation of collective success. For example, for complex software 
systems the following set of parameters may be representative of collective success:
x Efficiency – accomplished through near zero waste
x Quality – accomplished through near zero defects
x Performance – accomplished through near zero information lag
x Functionality – accomplished through near zero capability gaps
x Competitive advantage – accomplished through near zero architecture debt
x Security – accomplished through near zero operational risks
The common denominator being the emphasis on “Near Zero” with the caveat that it is unlikely for the definition 
of “Near Zero” to be uniform across all parameters. The concept of a shared value threshold accommodates for 
variant definitions of “Near Zero” associated with the parameters of collective success.Shared value threshold is 
highly reflective of the human factors in play and at the same time can drive a diverse set of minds and mind-sets 
towards normalizing the variant definitions of “Near Zero”. Normalization does not equate to uniformity of any 
type, instead it focused on balancing the definitions of “Near Zero” to accomplish collective success. The 
normalization process requires and drives different mind-sets to define and redefine “Near Zero” for each parameter 
of collective success.
It is a misconception that shared value thresholds lower the standards for complex software systems. Instead, it 
provides an approach for defining and accomplishing incremental and collective success. Many complex software 
systems evolve and mature through continuous improvement. While continuous improvement removes 
imperfections, it never accomplishes the pure state. Shared value thresholds become a pragmatic guiding force for 
justifying continuous improvements. 
The focus on establishing a shared value threshold motivates different mind-sets to review and adjust the relative 
definitions of “Near Zero”. What emerges is a balanced set of definitions conducive for accomplishing collective 
success. The presence or absence of open minds and essential mind-sets influences the selection of parameters and 
the ultimate scope of shared value thresholds.
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3.2. Determining the relative proximity of shared value thresholds
When a meeting of minds and merging of mind-sets occurs, it results in a coalition focused on achieving 
collective success. Shared value threshold is the foundation on which the coalition forms and remains functional 
throughout the transformation and delivery of complex software systems. Maintaining the shared value threshold is 
therefore a critical success factor. A key component of the success factor is determining the proximity of shared 
value thresholds relative to a pure state. An established coalition of minds and mind-sets can come under stress and 
fall apart if the shared value threshold moves closer or further from the pure state. 
There are multiple forces influencing the proximity of shared value thresholds. The “Near Zero” approach 
emphasizes the following forces as significantly influential in establishing and maintaining a shared value threshold:
x Value expectations – the anticipated timelines for realizing value. In the case of complex software systems, 
longer value realization timelines usually tends to push the shared value thresholds closer to the pure state. The 
coalition leans towards delivering a purer state of the complex software system. Shorter value realization 
timelines usually tend to push the shared value thresholds further from the pure state. A change in these value 
expectations forces the coalition to reassess the proximity of shared value thresholds
x ROI projections – the financial implications (gain or loss) are often among the most pragmatic and decisive 
criteria for determining the proximity of shared value thresholds. In the case of complex software systems, ROI 
tends to diminish, as the shared value threshold gets closer to the pure state. The cost of achieving the pure state 
is comparatively much higher than the projected financial gains. As a result, diminishing ROI projections push 
the shared value threshold away from the pure state
x Risk assessments – the range of predictable, mitigated, and unmitigated risks associated with a complex software 
system is one of the dominant forces influencing the proximity of a shared value threshold. Particularly, new 
types of risks are emerging rapidly and previously established shared value thresholds are becoming fragile. 
Generally, every risk that is predictable and remains unmitigated forces the shared value threshold closer to the 
pure state
By narrowing down the forces to a few significant ones, the “Near Zero” approach provides a practical and 
consistent set of guidelines for establishing and maintaining shared value thresholds. The approach accomodates for 
circumstances that change the proximity of previously established shared value thresholds. For example, the 
definition of a complex software system’s pure state may evolve as new criteria emerges forcing a reassessment of 
shared value thresholds.
By considering the proximity of a shared value threshold to be dynamic and not static, the “Near Zero” approach 
is capable of maintaining a coalition for longer periods. Determining the proximity of shared value thresholds is an 
ongoing task and successful transformation and delivery of complex software systems depends on it. 
4. Summary
Transformation and delivery of complex software systems is a major endeavor involving multiple entities, 
organizations, teams, key individuals and groups. The traditional methods of scoping and prioritization are 
important aspects of success as they identify feasible elements for implementation. However, success depends much 
more on fundamental aspects such as a meeting of minds and merging of mind-sets. Strong-arm tactics are not as 
successful in establishing a collective and consistent focus on achieving success. A different approach that 
recognizes the significance of human capacity and human factors is necessary for accomplishing success. “Near 
Zero” is an approach that takes into account human factors in defining and accomplishing collective successes. The 
definition of collective success is in pragmatic terms expressed as shared value thresholds. The process of 
establishing and maintaining shared value thresholds creates opportunities for engaging open minds and 
transitioning closed minds to consider and understand the significance of collective success.
The approach is effective in building and maintaining a strong coalition capable of accomplishing shared values 
and collective success. By asserting that success does not depend on achieving the pure state of a complex software 
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system, the “Near Zero” approach creates an environment for normalizing the very definition of success. This results 
in a higher probability for a diverse set of mind-sets and different states of mind (open and closed) to identify a set 
of parameters for collective success.
However, “Near Zero” is not a methodology in itself, as it does not define a specific process.Hence, the approach 
can become an embedded and integral part of other implementation methodologies like agile, iterative, and even 
waterfall methodologies. Thereby, implementation methodologies become more robust in driving a meeting of 
minds and merging mind-sets.
Further research into human capacity, human factors, and motivations for accomplishing collective success will 
reveal additional parameters and forces. This can only improve the definitions of shared values and maintenance of 
shared value thresholds. The need to improve transformation and delivery of complex software systems and IT 
ecosystems is undeniable. 
Just as beauty is in the eye of thebeholder, we can assume that complexity is in the mind of the thinker. We can 
address complexity by transitioning to an open state of mind, which is the first step in speeding up or accelerating
the process of transforming complex software systems and successfully delivering transformed software systems.
What we need is an open mind to consider and try different approaches that drive a meaningful meeting of minds 
and merging of essential mind-sets. This is likely to become a mission-critical, mainstream organizational capability 
as many software systems are evolving into complex IT ecosystems.The “Near Zero” approach is a good place to 
start exploring, developing, and improving this new capability. The approach provides a starting point to develop 
different and comprehensive methodologies capable of driving a meeting of minds and merging of minds. 
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